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Acting Executive JUL 14 140t

Hanagenent Officer

Nensgement Steff Study of Regional Bivieions of Office of
Reports and Estinatesn

1. A four-month Mansgenent Staff study of ORE Regiomsl Divisions
disclosed conclusive evidence of the need for definitive clmification
of suthorisies and responsidbilities delegated %o CIA for the coordine~
tion sad proluction of national intelligence, The pelicy achions
required relate to the followisg major problems:

(1) Agency-lsvel debermination of a comprehensive production
plan for the production snd coordinstion of aational intelli.
gence, with both longerange sad shori-term cbjectives snd
vith specification of CIA responsibilities in velationshiy
o Whose of the other istelligence sgencles of the Federal
Govermwsnt,

(2) Clarification of responsibilities for basic research
suppors within the intelligence commgnity, such assigamens
being practically related to the needs of the users of this
suppors and to the budgetary snd staffing resources for this
basic resesrch activity within the desigaated supplyipg agencies.

b. Deafiniiion of Aithoritiss sand Respon mﬁ im
ur Sia Soaréisatien of ¥etional Tatalligesce. s CIA %
be & 0 aater, or is i duct : zbject of

mﬁmﬁm eme:tua. by the m intelligence miaa? CIA's
responsidbilities and its suthority w0 ceordinste (Doee coerdinaticn
include direction?) sach phese of the istelligence process (i.e.,
the planning, the collecticn, the produciios, ihe rescacilistion
of substantive disagreuwenis, sad the issusnce of national intellie
gence) should be specifieally definmd,

Ce of Policiss and Procedures to Iasure Speady,

M__,mma SIA dequiremests far Infurmetion. Ihie
problem is muwanwmed,m, dated

25 May 1950. Manageaent Staff reccamesndstions sre comtained in zy
meworandum to pou, dsted 3 July 1950, nﬂﬂtd. "Proposad Plan fur

Realignment of Certein Agency
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econdmy pfficiency, dup 103

be kept to a minimus, ﬁhwmm&mhermbﬁ
components to each other must de clsarly stated. This is pamrticulerly
OPC introduces neead for support which does not specifieally fail
within the intelligeace micssiop of the Ageney.

{1} Directior of CRE effort toward primery responsibilities,

{(2) Pecilitetion of intermml ceordination of ita intellis
gence activities,

(3) Culdancs to amalysts ot best wethuds and tochniques
to be employed 1a iIntelligemce smalysis,

2. The rindings and recomssndations resulting fros thi: Menageaent
Staff stuly of ORR Beglosal Divisions sre attached for your Infeematior
and such acticn as may be required in the solution of the problems
indicated and in the implamentstioa of recompenidstions for lmprovessent.
mfﬁmummnnmmmmﬁmem%
as follows:

8. Eesmorsndum to AD/OSE, entitled, "Hansgament Study of
Reglonal Divisiona of ORE".

be TAB A » Manorandum o AD/OIE, emtitled, "Factors o be
Reconciled Between the NIS Program snd the 2aslec Ecomomle Hesearah:
Activity of Bastersn Ewope Division, ORE",

Co TAB B « Mamorendusm to AD/ORE, estitled, "Resetion of D/WEA
to HIS studies™,

d. TAB C -~ Mmarsaiua to Chief, COAPS, entitled, "informsticn
Requirements”,

€ TAB D.~ NHoworanium to Execuiive, entitied, "Prevcosed Plan
for Realigumit of Certain Ageney Munetions™.

fs TAB E o Memorsndin to Chief, COAPS, at. al., enitled,
"Suggestions for Imgrovement of Collection Fecilities Reswlting
fron Menagement Staff Scudles of OFE snd OSI™.

g TAB ¥ - Memorandum to ADfOO, entitled, "Suggestions for
Improvemsnt of OO0 Service Lesulting from MHensgnment Ste™ Studies
of OAR amd 08I",

oBm
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h gions
he TAB G e m.agé &f’“‘i&“ﬁ‘fi‘&y _
Msmssw.agrmmwm. |
| ' : # | ops
8 & - a to AD/OCD, emtitled, "SUGEestions
for wt@! och Service ferulting Frow Aenapuneiyi
stndies of OFE and OITY,

25X1A9a
cc = ARfOSE

Chief, COAPC
sdget Officer

-
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. S -4 1850
Assistant Divector for Eeports snd Estimstes A
Hansgement Officer
Managemernt Study of Regional Pivisions of OHR

1. Fixndings of the Haomgemant tesun resulting frox a swvey of
ORE regional divisions &arimg the past four monthe, vhich are indicative
of possidle improvements is ORE operations, follow under the six activiily
headings indicated in the succeeding pavagraphs, Some of the Tindings
vhich have been discussed verbally with you or mmmbers of yowr staff
are repeated for purposes of clarification and integration. BSince this
report is limited to those findings which indicate need for improvement
in the OHE production effors, it should be read with the knowledge
that GRR has deweloped, within the past three years, into s fullefledged
intelligence production component of the Federal govermment vith &
potential for achieving distinction ia the istelligence commumity.
It bas recruited, trained, snd developeld su outstanding corps of intellie-
gemce specislists. It has consolidated existing intelligenc: data
into firm integrated intelligence summeries whichk are being currestly

naintained, ORE officiels and aaalysts desarve recogunition for these
achievements,.

2. Production

s. Finsdings

(1) The 0RE regioual smalysts were practically wmanimous
in expressing a desirs for more specific direction of the
profuction effort. The kinds of direction desired can be
discerned from s revisw of the following typlcal comsents:

{s) Whet intelligence does the Director meed to
be persanally cogaizant of the world sitwationt 1In

what form and hov frequently does he wish this iatelli-
gencey

(b} Who mre the “policy mmkars” <o whum the produst
is directed? What are their pmrticular mesds, their
capablilities to study the sitwstion, or their idicsyacrassies
vhich must be taken inte account st tlme of preductiont

(c) It would be most helpful to kmow the identity
\‘/ of & particular regquestar, the manner in vhich he intends

Paavment Noe m argazizationsl level
CHANGE in Classe \[] %C&h ﬂt‘
RELITLLD (4) What are the support responsibilities of OREY
S £ vasic resssrch? to working levels of other intelligence
RS agantisst w COFC and 020 for operstiosal as opposed to
. DDA Euih., 774752 suppori? to OCD for cempletensss of the
. Sanitized;« MMMR@WW@
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(e} How mmch produciicn assistence can udii expect ‘ron
the other intelligesce agsucies? Can OKE assign production
studies to he other intelligence agesncies? If so, how
can it insure complisnce? Eow far can ORE go i1a duplicetion
of activities of the other intelligence sgencies? in plugging
intelligence gape resulting From the imertia, leck of niaif,
ar incompetence i’ cther fatelligence agepcles?

{f) ushould UKE repor: iasisnces where iLuplementstion
of U.5. policy esdsngers UE aatlomal securityl? or whers
Ues Betivity abroed deviates from 3.9, poliey to the
detwinent of U.u. pationel secwricy?

(g) Eow fully should sn intelligence report or sctimsie
e docunented? ohould meaningful compasrisons be included?
Shouléd docupentuiion e ‘acluded in the report, in an eppendix,
ar retained in division Tiles?

(h) vbat Dectors iniluence presesisiiui o an escimate
s & weekly ites, as au istelligance Fesorandum, as sn OGKY
Under vhat circusstances should an estimate be coordinated
with the intelligence sguncies rapresented on the XaAU?

{2) Coordination, sutsteailve review, aud sditing sppesrs
w0 sobsune o dlsproportionsta shave of OHE production elfiort.
Also, esch sdaltional handling adds e day or =ore %o the produciiors
processing #doh way detreact from the current walue of the
estisate, Noreover; the totel prececs discourages the saalyst
20d tends 10 dull Als enthusiess s imitiative. This eriticiss
vas leveled at eack of toe three lewls of coordinaticon and
review, msmely intre~divisiocnal, intar-divisional, and inter
agency. Sypical complsinie <xpress2d by amalysts are:

{aj bivision veview is time-consusing and may resvlx
in publication oo estimales In which the origimating
analyst does not concwr. (Thic is particulerly trwe of one
#ivision whore sine inlérasl reviews sre mads pricr to
submission tw OfPui).

(b} sew criteris o guldes exist 46 waich the ammivet
say tura for belp ia writing an scceptable first draft.
Uriteris 88 Lo style, icrmat, languege, punctuatiorn, and
substentive coverage e needed. The analyst {5 met told
Tuhy" bis draft was no: scoepteble so thet he may carrect
bis errors sud develop bis drefting skiil to & point where
#& can produoce intelligence wibich can be published as is.

{ej It is impossivle W0 gEc & Clrm auswer w diat bk,
guestions ol even aimcr lsportence, e.g., should Satellite
{satellite} be capitelized? iimch reviewsr exercises his
own Judgaen:.
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(d4) Each reviowsr or aditor feels it his daty io
revrite the peper. This, ia twn, usueily results in
2 zsecond rewrlte by iha orizinsting snsliyst.

{e) Desk anmiyei feel that editorial samd iunctionsl
raviews often erceed ibe Jurisdiction of the reviewer,

{£) Cousidereble enalyst time is consumed in sducstiag
tiw: revisweyr andé adds little or nothing to the sumlity of
the estimete.

{g) DfPud temdency to exploit the news value of the
report and to achlews hrevily impairs the factupl sud
intelligence integrity of the estimste,

{h) while D/Pu is fuactionally responsidbie for
aacignment and coordinstion of wrofuction sectior, the
regional d&wislcss report that production reguects are
alsc received from Global Survey Division, from Inteve
naticnal Orgnatzation Division, from Economic Division, soi
frow other regiomal and fumctional divisioms of ORE, withoat
prior coordination with D/Pub. The divisions are most
bappy to comply with &1l such reguests snd gensralily &
without protest, LKowewer, such agtion places = severe
wirkload estrain on the regional divisicns snd disrepts
wersal production sctivity,

{1} Clearsace of estissates with sgencies represented
un the 1a0 is ueduly lengthy asd time-consuming. In meny
instances reports have been rewritten twice to trimg them
up-to=date durirg the silx ts eighteen wonths takep for such
clearance. Informel sgreemsnt veasched at the working leveli
is ofter nuliified at time of forwal coordimeticn by hirkar
eschelons of the coorcimeting agency. In some instsnces,
exception is taken o an estimate puwsly on the grounds
thet the coordieating agemcy does noit heve enourh kaowleds:
¢ the sitvatior 6 comouwr. In other instamces, rhetorist,
rather than cubstantive issuss, consuse valusble coordimation
time,

{3} Little thought '®=e been given by regiopal epalysts to
2thods emploved in intelligence evalustior and estimatine.

(8) Checks on the mcouracy of cstimmtes heve been
achiaved threugh courdinmting with interested regionsl
and functionel snalysts of other desks and divisions ans
tiwough substantive reviev by Intelligence Contred. (It
wight be parenthetically stated thet the effectivenass of
Intelligence Control varied considersbly, such vapiapcs
boing continpent om the proxtimity of the comtrol officer

i the ares picture. on the amslyviical sod substsative
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cospetense o the Comtrol Ufficer, amd on the etremgin
and objectivity of ike Division Chief in bis Fola o' arvi-
trator.) Little or nc thoughthas besn givem in the
reglonal divisions (o development of chjective checks oa
astimates Uhrougs scieniific methods =uch as comtent
analysis, woich mighit confire or guesiion estimeies

based on impressicps.

{n) Also, Little attewtiion has beem given to determining
tie Dest methkods For dmily analysis of the incoxing imfovia-
tion snd subrequent jmdoctrimation of analysis in the accented
gethodolony. Hbile 1i is rasugnized shat considersble freedom
pust be enjuyed by vhe snalysts o coupesseale {or bBuseas
&ifferepcos, the survey disclosed sufficient evidesce o
indicate thei this phase of the intelligence operstion
covld be dimggroved. ‘The survey disclosed that three
unreleted Gk actions howe forced methed changes Wich
have & ses;mingly T-uwei'iclal effect. Flrst, CHE sdsinistra-
tive injwsction onsize of files hms rorced comsicersble
consgilapiion of infermaticr. Secondly, the prepsravion
of the sitwablion remorts forced consclidation ai’ imforse~
Lion and the preparstion of a synthesired cwrrent picture
ot the sree in guestion, Thirdly, the working naper
painteine ca & current besis thas intellipence picture drasn
tosether in o sitaatios report. It wae Durther moted durins
the swevey tigt 8 diract relationshiv existed beiwveen
the competence of area coverpge and Jegpree of selectivity
cupioyed in retention of infermmilss in the aaklvstis'

Tileg. Gtspalier filer geserslly paralleled fuller evaluation
sl svathesis oy the mteiligence on the area,

{h} the werkin paper has emergsd as o pallistive ageni
ior the problems presented in parageapbe (1}, (2) end (3), above.
with the working peper, The Dif¥ision sould establish policien,
vhere nope existed; it could exenpt itsel? from prescribed
coordination; and, 4 provided & mesans for orgemiming the
sountaineg of hebsropenesus date recelived dnily. The working
naper hes peen a0t useiali apd helpful to ORE. It has presentec
z plan vor consotidaticn of dete, it has given the -mtried
intellipence anslyewus 22 2xperipentsl area in whtch to bescog
oriented; to devslop and o prectice and improve their skills
in intelligence ansiysis. evalupiion, spd sresentstion. The
guestlons pow aArise a5 L whether:

i@y hr wselfuiness of the working: paper i: decliming !

J itz existence cbocures the more vibtal tesk o
rrosuedne hilzhelovel sstionel iptelligence?

i¢) ube invelligence conteined in the werking pane:
s oswiciencly ubilizsed e Justify the effort sxpended?
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{3} & clese relstionship sppears to exist between JiE
divisionsl bresikdown and the subject-matier coverage of intelli-
wence estisates. In scee imstessces the refleciion of orgsnisstionsl
jurisdiction in astimates has séversely affected the completemsns
of the estinale, 2.4., & critical situatiop arising in one ares
may be reported by thet area specialist and the significaxnce
= the action to afisirs of thet srea anc te U.3. seowrity will
we indicated, with no neation belng saide of the sigaificance
=i that sction on other =mress of the world. Amalysuc franiiy
sdmitted that outlines for estirates were desigoed o eliminate
seed Tor coordimation wiih other divisioms. A&l1s0, in the prepars~
tion of dmily end weekiy items, ceare was taken to confine reperiin:
and estimeting to thelyr oun eress aad to those other aresss
where corpdial sad cooperative relationships existed.

{5) GRY intelligence om the Soviet s its relationshipe
with the rest of the world has probably been more scverely
restricted by orsanizetional influence then the intelligence
on the nopeiiowietl sresas. Responsidbility for reporting Soviet
intent heas been placed with B/EE, while responsibility For
estimating Soviet capabliities for other than Eussia proper
and the Lmteliites has been plared in the other OEE regionsl
divisions. EE samlysts feel they cenpot Dulfill their responsibie
lities properly without maintaining cognizunce over capabilities
of other mrsas. Thus, ove Finds im D/ER a sgroup of amelysis
anpigasd on a2 world-wide arees breskéown Tov duplicate coversee
of the rest ol the world. It can slse be stated that this
dispersion of effury withiz BB leaves the total covarasge of
russia proper to one snalyet, whieh would appeer to be insufiiclent
coverage. At tlse of production, vhean Scoviet influences or
intents are beinz appraised, a desdlock can easily Jsvelop
setween L/Ei snd an other regional division ss to Jurisdictional
prerogacives. 1Ia some ca’zes, estimetes sre killed Heceuse issnes
camnot be resoived. This situstion is psrticulerly acute in
the ereas of recemt coumuaist conitrel, such as China and
astern Gernsny. The asaiysts of EK sdvence ome losicel arpment
for their encroacshment on respopsibilities of other "reas ,
aamely;, the situation muact be preseated from & Sovien ’i’i&!ﬁxuf;%;.
which is nov present is the other divisioms. Until these
surisdictionsl gquestiens are smettled, incoamplete estimeptes will
coptine {0 be published, meay reguired estimstes will be
Xilled prior to publicetion, amd welusble production effort will
Le vasted in futile bapgling between divizicons,

{7} Imtelligence covarage of Africa represents aaother pestious
zivision of responsibiliiv. The African Branch of V/REA is
copcerned with anly the ecomomic aspects and phases of intelli-

Fence actlviiy and istelligence production. Politicsl sspeces
for these countyies wnadar the jwrisdicticn of the Aivican

sranch are handled by the country whose decisive policies povern
wolonies within the continent of Africs i.e. the Portugusse
colonies governed by the coumtry of Portugel within ihe Lepiera
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(3) & wide variance was noted in the emoust of pressure
zierted in differeat regiomal divisioms for iatellizence
production. The aselysts of Latinebmerica Division admittied
that they would welcome more requests for iatelligonce and
would erjoy working wadar more presswyre. (n the other band,
anslysts of Ei/Bcom Brench were putting in msny hows of
voluptery overtine to meer the csomtinuvons pressure of
deadliner and reguecsis. There appears tc be need for egueliziac
these producticn pressures through functional or organizastional

4. Fecouwmsndstions: It is recommended thei:

{1} ORE policy together with implemsntiasg procedures be
developed, in conjunction with COAPS when necessary, te clarify:

{a) Substaptive content of estimstes in relstionchip
to user, moduction wehicle to be amployed, docvmentation
desired, and other cuntenmt cbacurities,

i} Fuwport rumctions of ORE regional ddvisions,
{o] keilstiomuhins with sgencies represeptsd on the
Mf'

(2} Production comtirol, coordinmation mud reviesr responsi-
bilities be clemrly definod,established, and emforead, 2 style
manual presentimg OME policy or style, format, lamguage, punctuse
tion, ani substantive coversge be prepored for wes by sll ORE
anelysts amd edivers. A walning progra: be established whick
will facilitete the initinl production of jntelligence sufficiently
Tinished 10 permit immsdiate publicstion and theredy olinmdrete
e presept praccice whicn confounes the rewriting o the irtellie
zence by editarial specisiista,

{3} Research snd experimextstion be conducted within ORE.
with regionsl dirision participstion, to develop aml toc utilize,
new and frproved technigoos apd methods Fore

taj Choekimg the validity of intellimence ertimmtesn,

{0 Ewaluating and irtegrating the daily ineoming
vilime of infersation ints seaningfal fntelligence.

{3} In comhmetion with recommendation (3) (b}, abeve,

gm position of the working peaper in the OFE production offort
be defined in terme of:

(a) emommt of vime tc be emploved in this type of
production

wt i
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‘o) mencar in wolca vhe peper wili be used.

5) e fupoticng . orgRalskt.cl and W
mm;m i Paeciooa: divisions be redelinei o1

{3) movile dmes of coordination widde S
fu} iosure compieteness of ewlinkies

{¢] rzelate crgenization sod stafl.ay 1o oavisss.
BECEEI Ly Neuts

{4; eqmiise profduction YOPEioRd apcny profucing
CORIOEENSE .

T & o lae Jropoeni of interesbed Ao aﬂmm that
LB o Tion, Paetions, el progrus be m@m %«m:tﬁ%t
reseni-day wopld situatice u;gmw W'MW; z;zrz
and might gromtly eshance Gii's preduction mceivity. i% -5
M viwi & plen reflecving this M wmt
medistely for Aiscussion wath the ixscutive, um%, mﬁv
poseibly the Lidector. it aww sis pender gy
ansistance you mey des.re in dmfting toe FITLE

3. tesie Seseerch

1} Wide vezisooe wes found in the mowst of Des.c resewrcl
m&élm within tue regional divisioms of O°E. ;ﬁf )
carefully refraics fyas eny type of besic research. 1A @i
to sbout the smas extent 85 is pressnted iu dm@im&m i
seporte, whils festers Lurcpe is angogsd 1o :fnl._.humfa? W‘f‘i
econoaic Tessarch. JInerc sppeamad io be CEASLNOUS mmm;
of need for basic resserch faciliities. W, m “‘Sﬁ
regioasl asalyets sre wpuble to reiny e Aste leparisest snc
cthoy govermsental basic researcs fecilities heesuse:

(8) Gii sosiysis bave 90 GlEPelive POV L iBsuTe
ascoeptenee of prejecis by these sgeucies or, i reoegtec,
that they +1. cemply uwith (e recoes vithin pacestd:y
HHead) inns.

(b} These sgenaios do sol bDave gwwmm wiadi
Fer thar iptensive eoverange regaized . {afa

{c) These pgencics 40 DOt paVe CURES o afét&e
imtelligenoes mterials availeble %W O 8¢ arce
able Lo presen ne aogete ¢ pieture o Thb gl
fasive.
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(2) ibe Hi: pregren has nov Lesh desigosd for Ui reglona:
nweds snd the absenee of coordinmtion betweess the i1 snd 3
regional divisices has vitinted the vesfulness of this producc.

A digcussiam of the wreconciied factors between besic eeonoia
intelligeace coverage of N et the Ris Progrea & atteched

as e A, doreover, tha IS studies s far compieied bave tee:
found by HiE regiorml sralyets, %o eontalr inscewreeies and &
e incosslete. 3 dlscwesion of WHER yescyion to (B NI stwlies
covering ite ades is stiached s b i,

{3} ir grodection recueets lewslied . B/TE for imeliismce
an Poviegt soandty sav to B3 soeerded, F lne no sltometive
but to suport o feirly larvpe busic econenic yesewre: sotivit
Tor coverage of the loviet econosy.

e b%% it iw recoepnded that

{3} A plmry ; ba Galred m B anthowisation wil Le
vrovided );far the ms.c econemic inteliigemoe aetivit: pew urdes-
vey In D/FE. nel

(2] The bamic economic coversge of the Seviet ircliufe sit
aress under lovier influsnne whieh comtribure to the toviet
scontlic potentini snd all such activity e is one mpmpisetios
mmtﬂ&mﬂm&mwmmm {Bote
iuring the eourse of the swrvey, 8 proposel for incluiing toverage
of China end Essters Sersmny in B/% ocemomic bredeh activity
vas presemted to Ubief, 10, snd Shief, 77T,

{3} <0APE intercenmion Do requewted to dbtain Teiter servise
Trom Sk of vtete Departumt on Sapic resesrsh reguireneats,
and grester offort be examded to utiiise the Fmcilities of
the Jemrinst of Defense.

(&} ‘Ibe facilsties «f Sther zon-:ntel iigence gvermmwsi
agmncies be eaployed to uasist ia providing basic pessarci.
Vhere reisvursesent is roquired, e project be subnitted ic
the froject leviev Cosaittes. (iote - it wes suggested Muring
the swrvey that & project be fommlised te wtilise foreiny wonis
statistics meintained by the Bewartment of Soumserce. !

i5; Fue fasilities of KT ‘eglsters e aore fully dewaiopsr
maistaining snd sepplying basic irtelligesce dmts. A lso secvioe
method facilities of X0 %o emplired more iy for samrnl ses fa
of basic statistical dase.

(6] Action be talem to provide access %o the filos of Hit
costrilutorn Por ¥ regiswl saslvets.
{7) vhe facilities of ibe Sxterssi ‘msenred Progwm b
Sanitized - AFPréVEd FoPiRer a%WI‘MRBs!?EE EADOS+08470003-8
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A. Sinow the problems relsting to this activity sre
Mﬂw,ﬁawtmmeﬂgmmmu
recommentations sre contalved in & "Propesed Plan for
of Certain A Fanctions”, dated 3 Muly 19%0,

b The axmiysts ally indieated thad the
Staff enphasized its Wﬁ'mmw be nore
umwm;mmmmwummmm
:M.Wmmwmm
IW“,» ﬁthm regiconl analysts oo thet its assistence

faformntion svailable to tha 'saiiing the
: to the snalysts. (Management will investigate, )

s =G
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(1) OBE officials cooperate vith officials of COAPS, GO
050, and OCD in evalusting and fwplementing suggestions of -
?& nmy::: for improved colleckion support from other offices

(2) The €forts teken 3o strengthen mwicuhips. ‘between
ORE desk snalysts and aren speclalists of 05000 be contiaued.

(Bote = Closer coordination between D/WE and 00/C
was
as & result of a survey suggestion,) /e 4 initiated

25X1A6a

(%) The following suggestions for enbancing the
activity be evaluated and implenented, if :'.‘uﬁglo. presentation

(8) Provide more data on the spesker, such as his
et emaey ' 2 2 sTaluution of bie atfectivenass,
y T ; sbat’
knowledge of analysts, #24 the personal

(b} Arrange for a greater mmber of small speciali
gatherings and s fewer nmm of large genersl msmtat:::s..

{c) Provide trangeripts of - mﬁuona to interest
analysts, when so requested. Bee 1 sred

~ (4) Hake provision for ebriefing m sualysts
sent m on official business, who are

(5) Rﬂnﬁmt adaguate budgetary m:.on fo: chace
Poud e arh e oot Sibar Natarial ::"‘“' Y :.w*“"”“:r
] are
translator assistance. ° of the - vithout

alerted to watch for new sources of informstion and ¥here
: , b
followeup of such tions will be provided. v adeguate

6.

Sanitized - Approved ﬁgfse : CIA-RDP57-00042A000100170003-8
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(2) vVarying degrees of selectivity in determining vaiue
of documsnts were encountered at the comtrol or distribution
polnts prior to recelpt of information materisis by the desk
analyst, :

{3) Chenpeling requests for imter«lidrary loanm through both
division and ORE luformation controls resulted im duplicate
workload and delay in receipt of reguested materisis by the
analysts. Also, cheaunsling requirements through division informes
tion control resulted in duplicates workload eud in delsys in
receipt of requasted materials,

(4) Beveral of the Divisicn Information Control Sectioms
maintained two document locator files srvenged by contycl number
and by area. In most cases only ome of the files was utilized
for reference purposas. Also like locator information is
wmainteined by OCD.

(5) iThe size of files maintained by analysts varied
considersbly from division to divieion. OBE direction to keep
files to a minimum has to & large extent beem well received by
the snalysts and they are for, the most part, complying with
m directive. Large files were meintained by desk snalysts

3

(a) wers comparatively nmew to the organization
(b} bad recently inttisted coverage of & new area
{c) hed a situation report to complete,

(6) ZYostances of umecesearily large files noted during
the survey were reported to Eranch and Division Chiefs for
corrective sction.

b. Recomusndations It is recomusnded that:

(1) The plan for integrating ORR information eontrol
sctivity with OCD dlsseminstion snd distridution sctivity

d in memorandum to ted
ﬁtumeo. e AD/ORE, aated 29 Novenber 19%9

(2 After implementation of plan described in (1), adbve,
arrsngements be made with 00D to determine to what extent
OCD readers can be selective in screening out materisls of
me-mzmmmumaam,
thereby reducing the volume of materials received by desk
enalyste, (muammwwerm'mwmmm
with epecific requirements, materiasls %o be forwarded to the
intarnational Comwaniem Section of D/RE. D/ER evaluation st
the end of the months' experiment should determine if 6CD

selection would be of benefit to this D/ER activi :
SanitizeemApprovet RopaRgscs QROGRADoPaa4s §003-8
Lo
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{3) oOnly one document locator file be maintainved in
each Division Informstion Control Section.

(k) The limitation placed on enslyst files deing maintah ed
in ORR be continued and the desk exalysts be encouraged to rely
more heavily on OCD reference facilities, smd to provide 0CD
with contimuous edvice on services snd materials desired.

Adninistrative Considerations

s Findings

{1) Pending action on an over-all GEE recrganization, recommended
peragraph a(g}zm:bou. certain /0 eljustuments are r;quiud

(2) The srea snmalyste indicated that they felt their
mmtatmmesttoerwumhywwpmagﬁzﬁa

(4} The analysts expressed s need for Agency sssistance
::: Wﬁes.tc rromote their professional growth, meturity,

(5} To mssist them in their work, the snalysts felt meed
for greater froedom to consult vith specialists vithin all parte
of the Federal Government, for greater knovledge of technical
skills existing within CIA, end fey access to security-cleared

(6) Provielon of some office scesssories, sormally
%mmﬁi mkin:g:in wdiocy Dosts, and -
vl ¥ ties would be welcomed by many

=18
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(3) The mesbers of the Plass sad Policy Staff be instructed
to solicit opinions, not only of Divisiom Chiefs, but of the
interested ares analysts, prior to development of ORE plans,
policies, and procedurcs.

{4) Bteps be taken within ORE to reguest appropriate Agency
action to provide for ORE analystst

(a) foreign lenguage classes

{(b) foreign travel or foreign assigmment by ORE-0S0

(¢} +trips to American industry

{8) imdocirination in orgenization and facilities of
the Agency.

(5) Procedures be establisked, through appropriste Azency
channels, te provide for OHE officimle

{s) 1listings of technical skills of CIA personnsl

{b) 1listings of technical specialists in other agencies
of the Federsl Government who pay be svailsble for consultation.

(¢} 1listings of security-clesved consultants from outside
the Fedaral CGovsrnment. :

{a) esion to cunsult with the specialists listed
in (‘)’ (b » &nd (C)’ above. ' :

(6) Arrangemants be mades

{a) to provide CIA telephone directories to the anslysts
who express need for them

(b} %o provide well clocks in the ORE working offices

c) %8 comsider, vhen , space
the nSchs oo Songide inalynte fob greates mﬁ'ﬁ'ﬁ%
or d&rafting. Possidbly, the provision of two or three partitionsd
cubbys=holas, such as reading rooms provided graduats students
in mniversity lidreries, per division might de practical.
Also, explore the pessibility of cdtaining, through procurement
&mh, glass enclosed office units, recently placed on

cc': me

sarfbifiy SABroved FF Relegse : CIA-RDP57-00042A000100170003-8
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WEMORANDUM FOR: Assistant Divector for Reports and Estimates

PROM: Management Officer

SUBJECT: Factors to be reconciled between NIS program and basic
economic research activity of EBastern Buropse Division, ORE

1. A complete and reliadle body of knowledge of basic statistics
and dats on Russien and Orbit economy preseatly 1s nonexistent. Policy
bodies such &s Joint Ohlefs have continuwous need for such
information, broken down by industry sud commodity.

2. The western nations gemerally publish this type of infore
mation in public documents such as almanacs and yesrbooks. The data
needed for United States foraign activities is compiled and saintained
in agencies bhaving the primery intevest such as Commerce, Agriculture,
Lebor, and Interior. The primary use for these data is United States
foreign trade snd finance. OIR of State Department has primary ree
mio 1bility for maintaining the data required for intelllgence opera~
tions,

3, The eituation concerning Russia and Satellites is quite
- different in sll respects. %The dats is not pudblically issued which
requires employment of intelligence collecticn and production techniques
to srrive st complete snd relisdle answvers. The primary needs for
these data on the Soviet are: (1) waging a cold war; (2) ascertaining
Soviet capabilities and intentions regarding a "ghooting war.

§. While sowe informstion on basic Soviet economy is maintained
in Commerce, Agriculture, Labor, Defense, and particularly OIR of State
Depariment, the coversge is specialiged, incomplete because of lack of
gtaf?, and unrelisdle in these agencies denied sccess to classified
information. To remedy this situation within CIA, an Economic Branch
;:_th approximately £ifty positions was established in Eastern Burope

vislon.

5., However, by NSCID 3, CIA is also charged with the responsibllity
for coordinating snd reviewing Hational Iutelligence Surveys delng
] outside of CIA, shich would present basic intelligence on all
aress of the world. Thms, busic econcmic dats on the Soviet 1is being
compiled and published by snother OEE coxponent.

6. 7o date, no effort has been made to join the two efforts.
It vould sppesr that close coordimation of these two activities would
be mutuslly beneficisl and &uplication of effort could be drastically
reduced. Exaumples of the cleavage between these activities ares

Sanitized - Approved ForRelease : CIA-RDP57-’QO;Q42A000‘100170003-8
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&. 7The snalysts of Eagiern Burope Divigiof bave nacrr
soer and heve no knmledge o the XIS outline. Thewe ir
80 susurence thet the complated HIf will be of smy wee i
feomawic Drench, ‘esterr SBurcie Division.

B, Ho sttempt hos Leer: mide to stBNdArdize Sconomic
values upeé, suwh s bases, criteris, statistical foewsa e.
i w mar have convtredictery beglic intelligtaee emmaeting
fron ¢

¢. The sssiyets of sasbvemw iwrepe sivieion heve now
veen consuited ns to riority of wotuctlion senigment -5
FiE soctions.

3. The saaiysts of Eastern Turope Uivision bewe nevey
veen infommed as to whal sgancies of the goverment are
perticipating in the EL progres o their arean of respusi-
bility so they are aot uble to swall theaselves of the offert
being expendad in esmoauic stady of the rbilt.

e. HNi8 participents of ouber cgeicles Bave infovsa .y
approached Ynateorn Txrope Livision requesting nssistans: siko
&5 5

{1} Access ¢ “DB Boidiege.

(2} Accesz to 1B flies.
(3
£. Fre-publication drefis of il sections are not e
avaiiablie %o Hastern Purope ulvision sasiysts for refersaco.
& dwaft is Torwssded to Emstern Fwrupe Divisisa for peview

bt et bo tetmeed to K10 Divieiom within stated tise
Limitations.

¥ opialon and alvice on thelr mojects.

g Bo actlon 388 bosn tazen to authoriss sasters Zurope
Divisicn wtilisestion of date Deling compiled in other agancien
MWwMMMMimwm%mm By
pericdic ravisione of such sections.

'1.

7. Considarstion stould be ziven institution of protedares Tor
coordineiion of tdese twe Lesic ecomgmic intelligence efferts. Dus
action would elisionte coetly wmﬁeﬁm withia tae Sederwl
wmmmmmw&m inballigence grodust,
,

. LHoview of EID ootli:pe by Zagtern Swropes Uivieien
ecomamic specialistes %0 epnmure coapiste coversze and w
indicate priority of astivity to b wndertaken iam
agancies fras atemdpoint of seed within seatays
Givialom.
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b. Arrsngemsnts to permit comblmmocus liaiszon with NI:
producers and Bastern Europe Division so that data may be
freely exchanged and work sfrert mey be integrated.

c., Definition of cheanneis snd pricrities for utilizsition
of CIA services of ccmmon interest to both groups. Thease
014 sarvieer include FEU and 0CD.

de Assigement of preducticn of basic econamic imtelii-
gense of Soviet to Rastern Euwrcpe Division.

8. Nany of the sbove listed discrepancies are equally spplicable
t0 other divisions of ORE Dut mre nct as serious sinee it door mot
invelve cosplete duplicatien of actividy.

25X1A9%9a
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Assistant Director for Reports and Estimates wve 14 1950

Hanagement Officer

Discussion of D/NEA reaction to the HIS Studles Covering this
Regional Ares

1. Mexy hours of production anslysts® times have been allocated
%o the correction of basic research materials submitted through WIS
channels by Chapter contributors to D/XIS and referred by D/NIS to
ORB regional divisicns for comment. These comments include correce
tion of errors and detecticn of isaceuracies, omissions, and fallscious
statements contained in the basie drafis.

2. Desplte the effort expended by the intelligence analysts
within the responeible OHB area to correct comiridutors’ drafis,
1t appears that D/NIS bas often 41 rded the sfforts of thess
regionsl sualysts. In theee cases, D has two stories and needs
only one corrvect answer. ZThe guestion arises as to who is correct,
ths conteibutor or the ORE regional analyst? This seening dlsregard
of ORE regional comment may in large part be sidridutsdle to the
Pact that once ihe basic resesrch has been performed within the
Agency having responsibility for the contribution, D/NIS 1s unsble
to s;:l: acceptance of srrors and insccuracles pointed out by CRE
analysts.

3. Commsnts of ORE area specialists in D/NEA indicate that
raterials used for basic research by Chapter coutributors are limited
to those immedistely at hand and little or no effort is expended
in exploiting source material swvailable locally through other agencies
or availadle through field action.

he It sppesred to us that the D/HIS atiitude is that errors
in these publications will reflect on the Chapter contributors and
not on CIA. This attitude is not shared by the Management Staff,
On the contrary, it is our experiemce that many responsidle Agengy
officials foel that this is a CIA pudlication. COredit or criticism
of the publicaticn will fall on CIA and not on the Chapter contributors.

5. We have checked these complatints with the Chief and editors
in D/HIS. They indicated that they mre aware of thewe difficulties
snd ave taking steps to rectify existing situstions. It sappears
that & further check should be made with D/NEA analysts six months
hence to determine if corrective sction has been taken By D/NIS.

R
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IRFORMATION RMQUIRKNENTS

1. Precemt Agescy policy sels forth & formal procedure for tha pro-
cessiag of iaformatioa requiremesis. The role of the priscipsl periicipants
follows:

s. The produciios emalyst - The need for the inforemtion 16 1des-
tiried ond fermulated. The seed urually ariser either from 1hs recaipt
of am iaforsation report vhick sugiusis possible changss ia ube curreat
situatisn or from initistion of s productioa paper, Lhe conplation of
which is comiimgeat om Turther imfosmatiocs. The forsulated seed and
suggeetisns for source Sssigmment are iacorporated imto & temtstive
request for ection by the UE or wil requiremests staff. Ia CHE e
request 1ls channsled through & aiviuicn iaforamiion ¢comtrol upit feor
establishment of comtrols. IR botn offices, the requiremsat usua.
has Whe ufficial concurremce of ihe divisioam ciief. :

». The OPFK/(:l Aequiremeats Ularl - The request is cxanised sl
this poiat for detersination as Lo coordisstiion required withia tbe
other dirisions of bouh production offices amd this coordination 1le

. effected. Also the regquest is sismimed tc deteraine:

(1) If éocwmsated imformation om bhand may satisfy the request.
(2) I the request duplicates reguiremeuis outstanding,
(3) 1f vime limitations are ressconabdle.

(s) If tbe informmtion requesied is vithin the fumctions) abd
orgaalsstional sphere of the roguestor.

(S) 1f she iaformetion reqersted 1s of such & himd tlat the
collector can be expected to respond., e.g., Unly questions “of
fact” are acceapled; questioss “of wind® are excluded.

"ol the above datermisations bave bheen male, LiE3 requireasnt

is redrafted, & 4itt0 mmster is prepared and the requiremsai is trame-
misted to OCD.

¢. Liaisom Divisicm, OCD - The aciiviry of the Production Cffices’
Requirement Staffs is duplicated here ia relationship to other offices
of CIA smd te the IAC agemcies. The collection sourcs L1s determiaed,
vith comsideration being givea t& suggetioas of the productica ssslywt
ahd the Prodaction 0ffice Hequiressuts Jtaff. A collectice directive

1s prepared, sttached to 4itio copies of Lhe requiremsat amd ¢ispatcded
so the collection ageay.

”l-

Sanitized - Approved For Rezlée%aﬁéé,;,CIA-RDP57-00042A000100170003-8
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d. Collestion Agemey - The colleeiion ageac) carries oa ‘rom dere
dsteruining asthods and facilities w0 bde employed. It should de moted
that the collectios agency may refuse to sceept the regquirewess and
may 40 88 vithout Jjustifyismg its actioan. Ia the cass of Jtate Depari«
seat, the requiremsst sest firet be reviswed asd in soms cases redralted
Wy the UIA deek, prior tw receijyt by the policy &seh for eollectica
action.

¢. Autborised devisticas froa the formal precedwre - 1/

(1) The "Fer” proceture - (0/C's pressing meed fer requiresests

- C9% yeare age resulted ia isetaliativa of s procedwrs whersby Ou/C
directily requesis reguireasats rfrem UkB-0sl wnea it hes travellers
ooing o forwign points. The reguiremssts resulting froa e
roquest are Lransaitied directly beack 1o $0/C with WD recedving
oa iaformation copy for subsequent dissaminetion of reperis result-
iag from the requiremssts. Uik smalysts, ik Bequiressats .tafr,
sad Ou/Bdqrs. have sll expressod the delief thet thie procedure
My ot be Mecessary if liaises comtact were sitablished betwesn
w0/ snd Gl analysts. It wewld appear consicerebls savings
in precesaing time by all participemts could bc schieved if this
procedure were discontinued.

(2) Pressntations - Infermaiien requiresssts furmalated for
interregatics of Ui Govermmest Ufficials relaraing Lo Whis country
Are prepared by the productica amalyets of Gk amd Usl asd are
tramsmitted directly to the Pressmtation Branch of the Adsimiiires
tve Ltare, ik, who srrenges fur iae Fresentation.

(3) ucisatific requiressmes - C5 ams rel shed 1ts ase
feastion fer filaal cocrdinsties of all u.iuu.mmnm 3‘“
C4I. Presestly, the bulk of sciestific requireseats ere gessrated
is the SIC emd 185 cub-gcommitiecs. Ia the case of s sslemtific
requiremsmt originmaiisg euiside the 3IC, such ae cas frum UIC o
030, OCD sends e requiremsmt to Gil for fimal soerdimatiea.

L. Confusions cuisting ia \be presest orgamisatisn -

Beither OCD mer OBB 1s sure of it |
o ! Mun_u initigte OT

mwc{wmmw«mu
mcmu—u.uo..u.m.-‘m. -
8. Amswmmmmmnua

-‘mm'mmz Ia 1%s Wrosdest semme sa iaformitics
Wmh.mupnmumua—tm. such as:

' Sanitized - Approved For Rerqagg; CIA-RDP57-00042A000100170003-8
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&. BMeguest fer & beck ia the lidrary

b, Requast fer fisld eellectien of infusrmitica mot previously
m.-

.. Boguast for & research stady by IiC or through exteswal
yossarch fucilities.

Pastors & and b sbove fell within the "requiremsels® comcept
mamwum‘cumumm—uumwocnumw
A9A8. A% wat time, 1t was dscided o exvlude requests fer docummate from
the “requiresssts” precees. The whird facter listed shevs has always bees
baadled as part of the “production” process.

At this point, gemersl agresasst prevails that thé ‘roguiremsats”
activity 1s comoernsd vith directiom of field colliecticn. BNowever, wvitiia
tkis definition, a wide differesce of opinica 1s found & te "what® ertice
constitutes directiona w0 collection facilitiss. Peor Ppurposes of this
diacussica, thres types of directive actiom can de tdentified sad 4iscucced

separately:
(1) Gevarel reporting guides.

(2) Direstives o the collecting fecility for preceriag amd
reportiag specific isformwetios withis epecifis tise limitations.

{3) GCuidsace to the field ca the scope amd method of reporting
dosired for cwrremtly stretegic sictuations.

3. ommmmm-mzmo:nmutmuw-
.mwmmumuzmumm'ummﬂ.-
“NMMW is designed to guide the cellector as to topice

aw’ummu-uwmmmmw
uummcm\ypnmt. ONE has prodebly achieved the

mwumywnnm(-uwm) have
~iu.ti'—n.l’.omh«-u-,y. The comtemt 1is in outlime forwat wich

uxummmumwwmmm.
bn\.thubun.hun.ﬁmthﬂl“ﬂluﬁﬂtphﬁhw.
ummuhm»-t&mumummaﬂmnu

the
ocbhnuau-n‘m‘wmm.
m"wdmuuu'w.‘mm"mmhmw
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7 b - Directives for Specific Informmtion - This type of requast 1is

cossidered to be the wost importsst and the bulk of requiresents processsd
fall vithin this category. Like the reporilag guides, these requirements
sust be proecessed through the requiremsnts orgadization outlised in para-
Wl M. ’ ) s Y . . : ?251

Burveys of 05 mnd GiE reveal that the GRE and 091 analysta are
F! inttiating many of thesc requirements which sre Decessary Lo objactive
ntelligence estiamting. jour exmple: ' >

25X1A6a a.  Wx/oug -_ iiﬁhin the past aix sontbs, ome require-
Ment vas tnitisted in Gctober, ome 1a RKovesber and a third ir Yebruary.

Jiscusslon with anmlysts concersed indicated cousidermble peed ror
farther informmtion.

b, Within calendar year 1745, -1 infviated caly 34 requiremsnts
of this type, #ven though J.1 reco nires that the usod for seientiiic
loformetion 6 critiest. :

Izvaiimiely, L question o why these requirements sre not bedng
initiated arises. .averal answer: 1o Lhls question were supplied:

. 8.7 The processids sachisery 18 too slow. whea queetions arise,
aNBuETE BBl be proaplly obeliwd Lo e of value. Ao JFL study revealed ‘
- that ‘o many ceswo slxiy aays elepsed from the inltincion of e reguire-
a0t until the reguest vas dispatclueq to the rield. It shiuld be voted
that 1o addition to Lhe Blxty Jays mentioned above, sn additicoal rife
tean wo thirty days must be addss? ror collecticn am! tresacisaion of
the reply. (0Of course, many collection acticns undsr study regulre

eGnthe to completa, ) '

b. Comtrcle apd reviews sukeregl in the jresont HOCASL L0 e~
ioery are unduly tiowesonawniog 1o the analyel < The tuslyet is areaily
linmtved by strige interpretation .f the Criteria set furth in peragrapy
ib ebove al all control poluis. He wust be prepures to Jugtlfy in
- requirement in fullest detall showing that the FREGURSL eele wach

qualificativn. In practically each lastanca ioe regrest Ly FesTitien
6L one of Lhe codtrol points ond the samlyst must oftier CORPPGRL By
on smount or kiod of ieforsation Tequosted or e prepared to spond
waly hours explsising the intellijeunce situnticn whick bas prompted

e request. Exanples of sctions resulting rom whis strics conteol
foll~w: : :

(l)‘? After threw monthy or ml‘&in@,» uﬁ;mlyal 1n (HE wae
advized ‘hal the report wulch prompted kie: inquiry for turther.
" infolearion satisfied his requirwmest. . ¢ .

- (2). A bpliogrepny Of referemce mateilalé comptied by the CIa

S ,;';L;br‘;y*jrrg- bAbrary or Jongress cateldgs, ves presented wo an Gul
. -eaAlynt es setisfying bis request for 'fisld ‘ '
; Ul il L ; . p L '?”‘; T )
; .v SR ) -k_. : ;'-._"‘ g «
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Asgistant Divector for Keports snd Estimates 2k July 19%0

Mansgement Officer
Management Staff Study of ORE Regiomal Divisions.

1. The results of a Menagement Staff Stuldy of OEE Regionsl
Divisions are transmitted in duplicate. Will you please immediately
reviev and return the Study with coments by 7 Augwst 1950. Any
action arising from this Study will be taken after receipt of your
coments .

2. For your information & copy of & memormndum to the Acting
Exscutive which summarises Mansgement Staff findings is attached and
should de considered as an integral part of the report in development
of your comments.

3. Expressions of ORE regional snalysts snd OSI analysts for
the improvement of intelligemce services during surveys are set forth
in action memorands to sppropriste Assistent Directors. These
senorands constitute TABS K, F, G, and H of the Mamagement Staff
Study. The criginal memorands addressed to:

Chief, COAPS, st. al.  (TAB E)
AD/00 (2B 7)
AD/080 {'"PAB @)
AD/OCD {mAB B)

ave sttached for your concurrence priar to distridution to those
officials. Will you please indicate your concurrence of thelr
distribution on the last page of each mamorandm and retwrn immedlately
to the Mensgement Staff.

25X1A9a

Attaciments: Mansgement Staff Btudy of ORE
Regional Divisions and Tabs.
) caant Be.

MAR/ms y
cc: Subject File v
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MEHORANDUM FOR: Chief, COAPS
Budget Officer

SUBJECT: Measgement Sitaff Study

{ { _a e

20 sugust 1950

of the Regionsl

Divisions of the Office of Reports and

Estimates,

1. Attached are copies of:

&. Comments of AD/ORE on Mamagement Staff Study
of the Regiomal Divisicns of the Office of Reports
and Estimates, dated 1€ Augus: 1950.

b. MNemorsndum to Acting Executive from the
Acting Management Officer transnitting the above-

cited study, dated 28 August 19%0.

2. Will you plesse comsider these
evaluation of the problems set forth in

atiachaents in your
the above-cited Staffe

25X1A%9a

Attachments

cc: Subject File #”
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Acting Executive 28 August 1950
Acting Management Officer

Management Staff Study of Regional Divisions of the Office of Reports
and Estimates.

l. The above-cited 3taff study is transmitted Lo you together
with the comments of AD/ORE, dated 15 August 1950. The Management
Staff sppreciates and concurs in the thoughts expressed by AD/BRE.

2. ORE and Management Staff cofficiale are presently working
together to resolve the organizaticoal impedimeats which are
presently lapairing ORE production. It is anticipated that tmmediste
action will be initiated in conjunction with OCD to inmstall the recom-
msended procedure for centralized routing of incoming documents. As
ORE initistes action to resolwve oiker problems cited in the Nsmagement
Survey, Managemant Staff anslysts will be mmde evailable to work with
ORE officials, thus insuring over-all Agency cocrdimation of the
improwement action.

3. The full-time detall of a Management analyst to ORE for a
ninety-day period at the present time does not sppesar Zeasidle in
view of our heavy work program. However, the members of the Manage-
ment Staff will be assigned to serve with an ORE task force on a
project baeic as improvement action is imitisted by ORE on the
problems indicated in the Management 3taff study.

25X1A9a

Attachments: Management Staff Study with commestis of AD/ORE.
cc:  AB/ORE
Chief, COAPB

uar/ms RoBGEE Oy
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Yanapement Offiger
Assistant Director for Reports and Estimates

Comwents on Manapement Staff Study of Regionsl Divisions of the
Office of Reporis and Estimries

1. The Hanapenent Staff Study coniaining the findings of a survey
of the ORE regional divisions, is an exirenely useful documont, identifying
najor provlems and presenting an excellant sumnary of probleas thai require
a coordinated effort Ly =21l compenents of CIA to resovlve thea, The “anzpée-
=ent Staff Las done : -uistanding job i3 its survey, particularly in view
of the size and complexiity of the problems involwed. ORE vieows concerning
the reasons for sone of the mere iavortwt probleng and steps thet huve
been taken to resoive some of them ere sei Torth Lelow,

2, ORI comnentis on the lndividual headings of the Steff Stedy follows
a. FProductlon

QRE bellsves that the variocns problens connected with the
production .. ~.telligence sten fron the fallowing fastors:

(1) 1Inedequacies in the basic dirasctives, particularly
L USCIDte and the approved Statements of Punetiens of the
various CIA components.

(2) Lacl of ccoperaticn on the part of the IAC agencies,

(3) Non-existence of a generally accepted body of doctrine
covering:

(a) The role of intellimence in the foraulation of
Foreign Policy,

(b) The logicel consequences of this role in the
organization and functions of an intelligence organization.

4) Past failure of responsible echelons in CIA to acquaiat
themselves with preductien problems and take ag ressive action
to resolve then.

(5) Inadequate liaison with key policy-aaking and intellirence
officials, -

With regard to the basic dirsotive, it is believed that the
recently approved Statement of Fumctions for ORE will e of material
assistance in directing the produetion effort. In December 1943, ORE

Sanitized - Approved For Release : CIA-RDP57-00042A000100170003-8
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collaborated with the Legal Staff vhich submitted to COAPS a draft
HSCID desiimed to remedy other deficiencies in the basic directives.
This directive, in mmended form, was asproved by the DCI on 25 July
1950 and has yet {0 be suomitted itaroush channels for acpreval LY
the Hational Security Council. '

Lack of TAC cooperation was recoried to the ICI on 30 Septesber
1949 with supporting exanples.

The ORE Plans and Pollcy Staff and various ad hec comm!itees
have addressed toemselves Lo the problem of develooing an adeqiate
intelligence doctrine, It is beliaved that ORR thought on this subject
18 relatively mature and ORs sction and recowmendstions are based
wherever possible on conclusions derived from tais study. The problen
of disseminating this doctrine witain ORE, howsver, has not vei been
resolved.

A prograz Jor the treinins snd orientation of ORE analvste
a8 been under study for sone time, Such & proraz woul: be of material
benefit in commnicating develeped doctrice to the anamdysts but the
stalfing ef such a training progret and the inroads that the oL amn
would snake into the cwirent oroduction effort are difficulties thet
aust be overcone.

¥hile ORf is able to ldentify the key policy naking and
intelligence officials with whom it should be in constant contact,
it has been unable to eetabiish such contects bDecause of an insddequate
staff and the fact that apancy contact with may of these officials i=
reserved to non-substantive components of the arency. ORE is particu-
larly desirous of establishing close liaisen with the ixecutive Off'ce
of the President, the National Sec irity Council, the Pelicy Plenniag
Statf of the Department of State, the Joint Chiefs of Staff, and the
Hational Security Resources Board. “hile there is come contact with
the National Security Council etall’, other contacts are in practica
non-existent., ORE's produciion planidng activities save been c¢rastically
impaired by this situation.

The complexity of ile world situation requires considerasle
intra-ORE coordination of sapsrs. The newly organized Special Stafr,
however, is oroving to be a valuabie device for achieving this coording-
tion h}fmxally and rapldly. Tae uain asset of such a staff, cowsver,
is its abliity to produce high qua ity estisates in greater voluse than
was previcusly possible on a decentralized bssis and with a more
coordinated coverage of the total world situstion.
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b, DBasic Regecarch

Basic research in the intellipence commnity is required to
serve four general intelligence neads: :

(1) To support the nroduction of Sational Intelligence.
{2) To suppert strategic and tactical plans a:d operations.

(3) To provide informzstion 'or specimlized operations {e.z.,
psycholo lcal warfare, covert operaticas, etc.)

(L) To permit effecti.e implementation of eaerational DrOgErans
(e.g.y export control, stockpiling of strategic naterials, ete.)

The NIS program is devoted alnost sntirely to the basic research
needed 1o (2) above. Aside from the study of basic economic irtellipence
on the Seviet orbit and map anc geographic intelligesce, there has been
no adequate, clear-cut provisicn for the sroduction of basic inteliivencs
in fulfilliment of the needs stated in (1), (3), and (k). ORE hes had
to engage in sous hasic research on an ad 10c basis in order to meet
its own needs in tiese calejories. In some omses it pas had assistance
from the IAC agencies and frou external scurces. None of the sources
have proved adeq.ate, howevur, anc a grave problesm resaing, which
requires a fundazental sclution including a re-exasi:stion of the FI8
program and its relative priority as compared with the other categories
of basiec intellizence.

¢es Regiirevents

ORE has always eaphesiged that the role of its Requirements
Stalf should be thst of expediter and troudle-shooter, not a restrictive
channel, The Stall is reguired, however, Lo see thal ORE remuiremants
are in collectible form. The AD/ORE receives a nontily report frem
all ORE componcnts on the usefulness of the Requirements Staff and
few complaints, such as indicated in the BUrVEey, hav: been received,
It is belleved that such complaints probably stem fron perscnalitios
or analyst rcaction to a situatiocn concera'ng which they were not fully
informed. The "Proposed Plen for Healigment of Certain Agency Functiong 3
if implemented, should pernit a mere effec Live develomment of the reqiire-
ments function,

d. Collection

ORE has always taken the position ‘hat colleciion shouli be
directly responsive to the needs of the production components. Jirecs
contact between anaiysts aid coilectors is highly desirable, “ut the
comolexity of the collection apparztus and the laek «of c¢learly cstabiished
responsibilities vis-a+7vis 01X sn the part of the various collectors
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ereates the need for some sort of central coordinatisg group such

as the ORE Hequirements Staff. Inadequaciss in ths collection apparatus
have also created a back-log of frustration in the individual analyst
that make s him reluctsnt tc devote vhat has seemed uaproductive effort
te the formulation of requirements. The Requirements Staff hag also,
therefore, had to encourage and stimulate the forvnlation of requirenents.

€., Information Control

Some time ago CHE agreed to & Yuw~day trial of centraliged
routing of inceming documents. This triasl was delayed when 031
questicned the sfficlemey of such a system which they ware currently
using. It is suggested that if the (SI objections have now been
satisfactorily answered, the DR4 trisl veried oricirally contemplated
should be undertalen.

£ o Aduninistrative considarations

ORE consistently attemipts to take action in the light of
an intimate imowledge of the nroblems involved in the producticn of
intelligence. ORY shares e analysts' visws that these problens
are not adequately recognized in sume parts of the azency., Obviously
it is impossible to consuli all inierested analysts when administrative
matters af<ecting them arc ' nder eonsideration, but this problem is
overcome in part Ly the selection of key officials with adequate
substantive coapetence and cxperience in intalligence producticn and
by Irequent consultaticn with resreseatative analysis in various
components of the Jffice.

3« 1In order to take effective acticn to resolve t7e problems cited
in theé Yanagement Staff Survey, it is impertant that ths astien be carefully
considered in the Light of over-all agency problems. It is therefore roc-
compended that tie fanarasent Staff detail en analyst to "RE for a poriod of
ninety days tec assist in a task force devoted shecifically to the cited £RE
probless. lany of the probless #ill recuire leong=-range effart to resslve
and others will require actien ir otner parts of (IA.

25X1A9%a
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Office Memorandums « UNITED STATES GOVERNMENT 77

TO :  Acting Executive DATE: 18 July 1850
FROM : Management Officer
SUBJECT: (RE Surveye
1. Herewith report on ORE Regional Divisions - your copy
(and ORE'S copy which is easiest to read.)
2+ Distribution will be: Coumplete sets to Executive,
ORE (2), Budget, COAPS, one copy to circulate to the Personnol

Director, Administrative 3taff, lLegal where ahble. Segments to:
08I, 00, OCD and 0S80,

25X1A9%9a
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W MOAANDUM FOR: Assistant Lirector, OFR

/VZA
5UBICT Earking Papers
REFFRHOES 035 Operatin: Progsdurs = Order Hos 13 dated
20 April 1930

: e SIAT
. with refsrence to recomendations set f«gﬂx in Wa
Rnwi‘af : ﬁu:vuy of O&%, and to GUAPS cowents thared, We afgjﬁy
uestica the properiety af the disteidution of 116 eopian af ",, x S
g‘m" Wad by ORE/WE, recentily lssued ks Yol. ¥, Mo, 3, Sept.1950,
"Monthly Intelligence Uigest®.

2, We still adhere to the helief that the nees of ‘0!%11: ml-@ivaly
should dietate whethar Working Papers are m@%ﬁfiﬁm~ and
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